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1* fim ssfimtas of the U+th Meeting os lit imemry 1952 mro aoiwmdi 
m distributed# 

2* The Qzm&Mm screwed the sepsri of the Cfealsnw? of the 1 bxfclaB 
Qrm^m m agh pt anting asd election Criteria regarding she 
Of the tM> $brl&ar CHmpe* 

3# 2h* Sbssalitee «*«£««$ the draft of the propmed •Progress depart* s 
appmsed it with stodlfleaiioew md mithorised the Choirs® to transit t it 
to the SCI* 

li* It ws» agreed that the mitt mating maid be bold on tibodsyr, 20 
J marry 1952, at ItiGO P*|&* is &oo« H5* Sorth IteildiKg# 

5* Use Meeting adjourned at 5*15 P*M* 
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Mmoi 

FOR 

CiRSaR SERVICE COMCTTES 
iStii Meeting, Mbndsy, 21 January 1952, UjOO P.W* 

Rocs H9 Sertfe Building 

1, Consider ttom of I&nuiea of liith Meeting ,on lit January 1952. (attached) 

'p«4(<W4.t Wf « 

2* Consider ation of Report of re amalgamation of 

two Working Croups, (attached) -|JU ~ Z <* ~ <§**> tu>«jd*u*o , 

3. Consideration of draft of "Progress Report of Career -ervic® Cosaaittee". 
(attached) 
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* Chatman, Career Service Coasaittee 

* Progress Report 


1* )S $m Probleg: Organization aad Procedure (see Tab .\) 

\ 

fh& Gsrmr Service Cciwiitee ms ©haltesd tting to you 

a plan for a Clner Service* Six Iferking Qrouplkware organized and each 
'fHio \ . ^ 

iNH» assigned a edrles of problems* %© WorBhg Group on Selection Cri- 


teria and the Workinjk Group on S&ployM ^Rating have completed their assign- 

\ r ijU \ 

aemts (see Tabs C, B and,. G) aa^ysre MKing their final reports* k mm 
forking Group is being erg^Laed^eplaoiag these two, which will develop 
the next phase of the pGaRnln^ It ^Lll be expected to complete its 


assignment In February, 


Worl dng Group on Career Benefits is expected 


to complete to Februa^^pfthat part df its assignment which does not require 


legislation («•• |w ®)» The Wbzidng^fepoups on Trainees, Extension Training 


and Rotation 


ted to complete 


reports in February (see Tab P)* 


assignments and. make their final 


2. 51 


(see Tab S) 


The Coraalttee firsOy believes that the poWy underlying the estab- 
li absent of a Career .Service in the Central IntelUgeSlw Agency must be 
announced by the D -rector* It also ssust receive wholshe^^ted and active 
support of all executive md supervisory personnel. The Cordite® has drafted 
a proposed staterasmi of policy (see Tab B) which would be signet by the OCX 
and distributed to all Agency personnel* This policy offer® a Pe^nael 
Program and a Development ftflograa within the framework of a Career Service 

in CIA* It is designed to banish from the individual* s wind the fear that 

\ 

the Career Service Program is a scheme for creating an "elite corps" -MKZ 
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V SECURITY INFORMATION 

issuance of such a statement muM mark the beginning 

of the, Carear Service Fkograa* 

\ 

’’il&J MisgaaBt Preyasa (see Tab C) 






SSEggEEMW 



Th. Carter SmnUe Burta drtcnln. toe * w a 0JH »„t ,**. 

gr« for each participant, bartnkVt on too uadu of the %enoy od on 
the potentiality of the ±aM.v M ^L ^ ^ 

b* M&ssm rXnS 

Systematic ewaljisiioa is a valued.# means of ixuraring good work 
relations, better lower tamo**. It u also the first orderly 

step in selecting Wrtain persons for adrwieeWt or development* It is 


the cornerstone <jp which « Career Service can be^uilt. The proposal 
Pbrsonml moLmtAm Report i. also designed to peJW more advanced tech- 
niqnes of selection to be applied for special purpose^ 

Sssm. Msm& <®»® y«b s> \ 

V 

Thp ® e ts ^ e ® of taae^its, not now available, cm be" 'instituted fey 
tH ® mi ***** * xtstin S sathority. Others would require Xegisl^ive action. 
It Is recognised as a practical matter that, while th^ 


re of persons to decide to make a career of employment in 
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Proarai 


Zt is he! 


that.t&e Career Service 


Tafc tf) 

it 

\ 

dLca a "be announced 


and put into effect on the first of &areh« 




F» 1RUES 1AYIS0K 

Chcdrman, Career f%vice Cosslttee 


Approved For Release 2001 


IA-RDP80-01 826R000400090002-1 






Approved For Release 2001/0s/WiUVLWtJtbP80-01826R000400090002-1 

^ SECURITY INFORMATi J 

21 January 1952 

\ MSKEMBUM POKs Director, Central Intelligence 
i Assistant Director {Personnel} 
s Progresa report of Career Service Committee 
j a) *A Program for the Establishment of a Career Corps 
In the Central Intelligence Agency 4 *, dated 7 August 1951 
b) Memorandum * Assistant Directors* Comments on Career 
Corps Proposal*, dated 13 September 1951 

r 

1, The Fgolfoeai Organisation and PBbfedure (see Tab A) 

f y 

The Career Service Commi**^ 



ICES 


\ 


a plan for a Career Sendee taking 


r chaq^ed with submitting to you 
consideration the proposal of 

7 August 1951 (reference t^ge^^r with the comments and recommendations 

of the several Assistant respeot to the proposal* Six' Working 

f 


Groups were organized' 
experienced in career 

Vk 


issil 


a series of problems. A consultant. 


lems mSjndustry, has been engaged on a part-time 


Staff within the Office of 



basis. A small f/JTfor a Career Dtdy 
Personnel has Wife authorised. \ 

2. The Career Service Policy (see Tt&^B) 

The Ccssaittee firmly believes that the policy underlying the estab- 
lishment of a Career Service in the Central Intelligence Agency must be 
announced by the Director* It also must receive wfc^ehesrted and active 
support of all executive and supervisory personnel throughout the CIA struc- 
ture. The Committee has drafted a proposed statement of Jolley (see Tab B) 
tfelch would be signed by the DCI and distributed to all employees of CIA. 

This policy offers a Personnel Program and a Development Pirogr A. within the 
frame work of a Career Service in CIA. It is designed to banish frpm ec^loyee 
minds the fear that the Career Service Program is a staheme for creating 
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m Xsllte corps’* of a favored few. The issuance of each a statement would 
maxk\^& beginning of the Career Service Program. It is not believed ad- 
visable\ initiate a pilot operation of the Career Service Program in «J 
limited segment of CIA. Rather, it is believed that the Program should be 
slma.lt aneousl^undert aken throughout CIA tout on a gradual, step-by-step basis, 
3* The Development Program ■ (see Tab C) 

Eligibillby; for participation in the Development Program of the 

Career Service Prograk. is based on two conditions* 


a. Th© 


Ability, to al^e a c 
b* He must have pro*## 
by his Office. 


must declare rfDj mtent, to the best of hi* 
iltee a cartel ■ of employment with CIA. 


The Career Service Boi 


bility and have this certified 


r) will determine the development pro- 


gram for each career e^l#^e, toasink it on the needs of the Agency and on 


the potentiality of tog 


]}. Brnplovee i^aluatlon (see Tab D}'\^ {/ t 

Sye ternary evaluation of employees \s a valuable means of insuring 
good TOperviaor-iraployee nork relations, hette^employee performance, lower 
employee turnover. It is also the first orderly stop in selecting certain 
persons for advancement or development. It is the co^erstcne on which a 
Career Service can toe ; built. The attached Personnel nvuiuo txon Report is 
designed to permit more advanced techniques of select i^i^to be applied 


for fecial purposes. 


(see Tab 


fire types of benefits, not new available, can be instituted by 

\ 

the BCI under existing authority. Others would acquire legislative action. 

It is recognised as a practical matter thsto, while there are many intangibles, 
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Career Benefits provided by the Agency are important factors in the quid 

pro quo that induces large ankers of persons to decide to make a career 

\ 

of eaploymebt in CIA. The Committee is exploring all possible means of 


creating a Career Service within CIA short of legislative action that would 




establish the Saihyice in the sense that the Foreign Service, the Public 

\ 

Health Service, etc*, have been established. The Committee believes that 



o create a Career Service 
ting the Service, 


legislation extending\the ability of 
is desirable, rather thl^i legislation 
6* Rotation Policy (see 

Rotation program^ c§s k c3|®ti4.ts overlap and intertwine even within 
an Office. To the greatest^pfe^t possible, decisions on rotation of in- 
dividuals should beid^s ento^®eedf\to the /Office? Career Service Boards. 
7. The Career advice Boarns ^see fab G) 


In view 
to-know* basis 


cc^srtaentaliVUon required in CIA on a "need- 


the high degree of sp^cialiisatim that is required in 
the Several Q^ices, in order that they mayS^lscharge their missions, 
decentralization in the operation of the Career Service Program is essential. 
The CIA Career Service Board, at the DCI level, \^11 determine policy on 
behalf of the DCI, continuously review the aetlons^f the lower boards, and 
recommend to the DCI specific action with respect to al^indlvidual only when 
the interests of CIA as a whole clearly transcend the morb, restricted interests 


of the Office concerned. 


\ 


8. Implementation of Career Service Program (see Tab H) % 

It is believed that the .Career Se: 

rs 

and pat into effect on the first of March. 


It is believed that the^Career Service Program can be announced 


L/f^ , 

/ .a ^pprov 





?. TROBEE BAfISCB 
Chairman, Career Service Coaaitiee 
ease 2 f|j yr iA-RDP8C.q^Bt)pQ400090002-1 
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MPLOIEE EVALUATION 


1*' The Committee has not conducted any original research in the 
controversial field of employee rating or evaluation systems. It has 
been guided, however, in reaching its conclusions by the voluminous re- 
search that lias been conducted since the War by the Armed Forces, the 
Civil Service ‘Commission., other government Agencies (especially the 
Department of st^te) and industry, including management consultants* 


2* Conclusic 
Personnel Evaluation 


which have led to the development of the proposed 
Report are: 




The primary ‘"purpose of an evaluation system is to insure 
to the Agency "and to the employee the best use of his 
aptitudes, knowledges, skMl^Snd interests. Evaluation 
of these factors fit the firjR step in planning a career 
development progrsp^for C^fe Individual* 


An employee evaiuat: 
proper training 
and discuss! 

Since valid es 
if the 
of him, 
supervise' 





o be effective, requires 
supervisor making the evaluation 
an the employee and the supervisor, 
ions of performance can only be made 
thoroughly snderstood what is expected 
.st insure an\ynderstand±ng between the 
iployee concer^ng the job to be done* 


c. Adopt! on j 
out as, 
a 


a w forced choice** system ik not practical with- 
naive research program withla\C3XA extending over 
of at least twelve months* %, 


* 60 X^ 51 * 130 ^ type ratings, that lead to compl ;isons between 
jloyees on the basis of single adjective or 
ratings, are largely subjective and difficult standarize, 
often lead to hard feelings and costly appeal pre 
and usually serve no constructive purpose* 

e. A. single basic system is necessary in order to provi- 
conriton denominator for the evaluation of all employees^ 



must be simple and easy to execute and to handle administ 
tratively. 1 


V 


3* An evaluation system must encompass both past performance and \ 
future potential. It can be only as good as the understanding and coop- \ 
eration, of both employee and supervisor, which enter into its execution. \ 
Therefore, an Evaluation Manual containing instructions and procedures will 
be prepared and indoctrination of all employees will be required when the 
system goes into effect. Both employees and supervisors must realise that 
an individual who is a ’'supervisor** looking down the ladder, is also an 
** employee* 1 looking up. r j . 

h* (See photostat of proposed Personnel Evaluation Heport immediately 
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IMPLSSCTTAflOS OF THE CAREER S8EVXGK HK XSUM 
Synchronised Action that could b® Taken 

ae of 1 March 1952 


A# 



\ jg&SB 

a. Issue fSE^X statement on the Career 
Service ^licy (see Tab B) 

"Sh 

Activate thCCIA Career Service 
Board and \ 

\ 

Activate the JvlS£igt$ Career 

«-*<-** \/\ 
Qg*- Issue Procedure cortlerniRg^^arti- 
cipation in the 
(see Tab C) 


Issue Establishment 

Service Award Program 
Part I) 


b. 


Issue Proe 

Evaluations ( 


Tab 0} 


A- Issue Esapl 






Evaluation MaawAX ted f . 
sirs tire indoe trlnalion 


mm 

Notification to all Bsrsonnel 
by CIA Notice 

Notification to all Personnel 
by CIA Regulation 


Notification to aSk Personnel 

by CIA Notice ^ 


Kotiiic ation to all Personnel 
by CIA Notice a&aGIk Regulation 


Notification to aU. PterfM&ael 
by CIA Notice and, CIA Regulation 

Bistribution to all Persoanbl 


__ Sous Buty Pay Policy and 
Schedules- (see Tab E, Part I and IX) 


Notification to employees end. 
staff agents concerned by covert 
office circulars and Confidential 
Is Regulations 
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